Review of national and international practice in voluntary certification for principals by Caldwell, Brian
www.pai.edu.au/certification
Review of national and international practice 

















PART 3: Critical issues in design and delivery 20







































































•	 	The	Scottish	Qualification	 for	Headship	 is	noteworthy	 to	 the	extent	 that	 it	 is	standards-driven,	with	standards	very	
similar	to	the	Australian	Principal	Standard.	It	carries	the	imprimatur	of	the	General	Teaching	Council,	with	delivery	on	a	
regional	basis	of	consortia	of	universities	and	local	authorities.	It	is	in	the	early	stages	of	implementation.






•	 	Most	 of	 the	 schemes	 summarised	 above	 are	 standards-driven,	 with	 standards	 generally	 consistent	 across	 these	
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Critical	Issue	5:	 How	can	a	relationship	between	what	a	principal	‘knows’	or	can	‘do’	and	student	learning	be	demonstrated?
Critical	Issue	6:	 Who	shall	assess	or	verify	the	evidence?












Implications for voluntary certification for development of strategic partnerships:
1	 	What	leaders	are	able	to	‘do’	and	‘achieve’	in	respect	to	building	and	sustaining	strategic	partnerships	span	several	
areas	in	the	Australian	Principal	Standard.	












3	 	While	 some	 principals	may	 choose	 to	 remain	 in	 small	 schools	 or	 as	 teaching	 principals,	 it	 is	 likely	 that	most	 will	
hold	these	positions	for	a	relatively	short	period.	Certification	at	the	‘entry	 level’	or	for	success	 in	the	early	years	of	
principalship	is	indicated.
Implications for voluntary certification of high-performing principals
1	 It	is	likely	that	certification	for	high-performing	principals	will	be	at	the	highest	level	of	a	scheme	for	voluntary	certification.
2	 	There	 are	 few	 programs	 of	 professional	 learning	 that	 are	 explicitly	 designed	 for	 high-performing	 principals.	 Most	
programs	of	professional	learning	are	for	those	preparing	for	the	principalship	or	for	the	early	years	of	their	appointment.	
Programs	of	professional	 learning	 for	high-performing	principals	should	prepare	 them	 for	system	 leadership,	 in	 the	






















In	 this	 report	 the	term	‘professional	certification’	 refers	 to	an	endorsement	 that	an	 independent	professional	body	gives	






Typically,	 professional	 standards	 are	 determined	 by	 the	 profession	 itself.	 Most	 usually,	 the	 profession	 builds	 its	 own	




Australian Professional Standard for Principals






























Aspiring	principals	 in	Australia	have	 to	be	eligible	 in	 the	sense	of	being	registered	as	 teachers	by	 the	 relevant	statutory	






to	 the	principalship;	Stage	2:	Leading	an	 /	your	organisation	 /	within	a	context;	and	Stage	3:	Leading	 the	profession	 /	




Part 2: Scan of national and international practice














































Standard II: Vision and Mission
Accomplished	 principals	 lead	 and	 inspire	 the	 learning	 community	 to	 develop,	 articulate,	 and	 commit	 to	 a	 shared	 and	
compelling	vision	of	the	highest	 levels	of	student	 learning	and	adult	 instructional	practice.	These	principals	advance	the	
mission	through	collaborative	processes	that	focus	and	drive	the	organisation	toward	the	vision.
Standard III: Teaching and Learning
Accomplished	principals	ensure	that	teaching	and	learning	are	the	primary	focus	of	the	organisation.	As	stewards	of	learning,	
these	principals	 lead	 the	 implementation	of	 a	 rigorous,	 relevant,	 and	balanced	curriculum.	They	work	collaboratively	 to	
implement	a	common	instructional	framework	that	aligns	curriculum	with	teaching,	assessment,	and	learning,	and	provides	
a	 common	 language	 for	 instructional	 quality	 that	 guides	 teacher	 conversation,	 practice,	 observation,	 evaluation,	 and	
feedback.	They	know	a	full	range	of	pedagogy	and	make	certain	that	all	adults	have	the	knowledge,	skills,	and	dispositions	
necessary	to	support	student	success.	










Standard VI: Strategic Management
Accomplished	 principals	 skilfully	 lead	 the	 design,	 development,	 and	 implementation	 of	 strategic	management	 systems	








Accomplished	 principals	 are	 ethical.	 They	 consistently	 demonstrate	 a	 high	 degree	 of	 personal	 and	 professional	 ethics	
exemplified	by	 integrity,	 justice,	and	equity.	These	principals	establish	a	culture	 in	which	exemplary	ethical	behaviour	 is	
practised	by	all	stakeholders.





Developing a Certification Program
Between	2010	and	2013	two	cohorts	of	a	total	of	120	principals	have	been	participating	in	field	tests	of	the	certification	
process.	Over	 an	 eighteen-month	period	principals	 have	 kept	 a	portfolio	 of	 evidence	of	 their	 development	 against	 the	
Standards.	 In	 consultation	with	 its	 research	 partner,	 the	 Southern	Region	 Education	Board,	 and	 an	 advisory	 group	 of	
exemplary	principals,	the	NBPTS	is	currently	finalising	the	details	of	what	principals	should	keep	in	their	portfolios.















































Standard	3:	 	A	school	administrator	 is	an	educational	 leader	who	promotes	 the	success	of	all	students	by	ensuring	
management	of	 the	organisation,	 operations,	 and	 resources	 for	 a	 safe,	 efficient,	 and	effective	 learning	
environment.	
Standard	4:	 	A	school	administrator	is	an	educational	leader	who	promotes	the	success	of	all	students	by	collaborating	
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Additional voluntary certification by a professional association
The	Michigan	Association	of	School	Administrators’	(MASA)	Voluntary	Principal	Certification	Program,	entitled	Courageous	
Journey,	is	the	only	state-approved	voluntary	principal	and	superintendent	program	in	Michigan.	It	was	developed	by	MASA	
in	2000	because	 it	had	reservations	about	 the	 relevance	of	university	programs,	especially	 in	 terms	of	 their	capacity	 to	
develop	practical	leadership	skills.	Others	have	expressed	similar	reservations	(see	for	example,	Farkas	et	al.	2001.)	.Since	




20	 university	masters	 programs	 approved	 for	 principal	 preparation	 and	 eligibility,	 and	 provides	 school	 leaders	with	 an	
opportunity	 to	distinguish	 themselves	 as	 exemplars	of	 professional	 practice.	 It	was	conceived	as	 a	 contribution	 to	 the	
ongoing	professional	development	for	the	various	levels	of	educational	leadership	in	Michigan.	
The	program	is	aligned	to	the	Inter-State	School	Leaders	Licensure	Consortium	(ISLLC)	standards	listed	above.	Participants	
are	 able	 to	 incorporate	 courseware	 from	 graduate	 programs	 and	 other	 professional	 development	 activities	 into	 their	
























•	 	Engaging	with	 one	 another	 and	 the	Courageous	 Journey	 resource	 team	and	 a	 group	of	 three	 highly-experienced	
leaders who act as mentors 







































The	 standards	 are	 being	 used	 by	 NCSL	 to	 guide	 leadership	 development,	 assessment	 and	 certification	 of	 aspiring	
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The	National	College,	working	with	key	stakeholders	including	existing	headteachers,	has	revised	the	content	of	the	new	
NPQH	so	that:




•	 	It	 places	more	 emphasis	 on	 the	 role	 of	 an	 applicant’s	 line	manager	 in	 providing	 a	 reference	 and	 ‘sponsoring’	 the	



















Example: Final assessment process used by Cabot Learning Federation




















































Links between the modules, assessment and the competency framework
Connections	between	the	competency	 framework	and	the	modules	are	self-evident.	 In	 the	case	of	 the	Cabot	Learning	
Federation	assessment	procedures,	not	all	of	 the	16	competencies	are	directly	 tested	 in	 the	final	assessment	process.	
There	is,	however,	a	focus	on	assessing	the	nine	leadership	competencies	listed	in	Table	2.
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Table	1:	Areas	in	the	NPQH	competency	framework






•	 	Personal	drive	and	accountability •	 Modelling	excellence	in	teaching •	 Efficient	and	effective
•	 	Resilience	and	emotional	maturity	 •	 Learning	focus •	 Relationship	management
•	 Conceptual	thinking	 • Partnership and collaboration •	 Holding	others	to	account





















The	 scan	 uncovered	 no	 quantified	material	 about	 employer	 acceptance.	However,	 anecdotal	 reports	 from	well-placed	





Scottish Standard for Headship




























Knowledge	 and	 understanding:	 Headteachers	 have	 an	 understanding	 of	 contemporary	 developments	 in	 teaching	 and	
learning,	education,	schools,	schooling	and	society	which	are	required	by	successful	headteachers.
Learning	 and	 teaching:	 Headteachers	 apply	 an	 up-to-date	 knowledge	 and	 understanding	 of	 research	 in	 learning	 and	
teaching	and	its	implications	for	improving	practice,	and	need	to	be	aware	of	quality	assurance	strategies.
Education	 policy,	 schools	 and	 schooling:	 Headteachers	 apply	 knowledge	 and	 critical	 understanding	 of	 contemporary	





























of	 Independent	Schools.	The	northern	consortium	 is	coordinated	by	 the	University	of	Aberdeen,	 the	eastern	by	Moray	
House	at	the	University	of	Edinburgh,	and	the	western	by	the	universities	of	Glasgow,	Strathclyde	and	Sterling.	The	course	
is	 formally	 tied	to	the	Standard	for	Headship	whereby	parts	of	 it	not	only	explain	the	meaning	of	 the	Standard	but	also	
provide	insight	to	the	skills	regarding	its	application.	Moreover,	the	Scottish	Executive	Education	Department	has	published	
guidelines	for	the	Continuing	Professional	Development	for	Education	Leaders.	As	with	the	Standard	for	Headship,	this	is	
a	competence-based	 framework	 indicating	professional	progression	 through	 four	broad	 levels:	project	 leadership,	 team	
leadership,	school	leadership,	and	strategic	leadership.	These	guidelines	have	also	informed	the	revised	SQH.	










The	Principals	Qualification	Program	 (PQP)	 is	conducted	by	 the	Ontario	 Institute	 for	Studies	 in	Education	 (OISE)	at	 the	





























While	 the	ELP	of	 the	Australian	Council	 for	Educational	 Leaders	 (ACEL)	 is	 primarily	 directed	at	 leaders	 in	 the	Western	
Australian	education	system	it	 is	nevertheless	available	to	all	Australian	principals.	It	 is	aligned	to	the	Australian	Principal	























Leadership	 in	England.	Requirements	 for	voluntary	certification	could	be	met	with	an	explicit	connection	 to	 the	Australian	
Principal	Standard	and	mechanisms	that	enable	participants	or	graduates	to	demonstrate	that	they	can	‘do’	and	‘achieve’.	
Part 3: Critical issues in design and delivery




clear,	 its	usefulness	 is	contingent	upon	 it	being	seen	as	a	‘framework	for	professional	 learning’	around	the	‘evolution	of	





























































standard one are: 
•	 Create	and	foster	a	community	of	learners;	
•	 Embody	learner-centred	leadership;	




what	precisely	 a	principal	 needs	 to	 know	and	do	 to	 satisfy	 the	Standard	but	 also	 to	 yield	 criteria	 for	measuring	 levels	























‘phrases’	 or	 ‘components’	 and	 then	 describes	 four	 levels	 of	 performance:	 ‘Rudimentary,	 Developing,	 Proficient,	 and	
Accomplished’	for	each	component.















and	Toomey	2009),	 cooperative	 learning	practices	 (Slavin	1983)	 and	many	others.	 Indeed,	 as	 the	 school	 effectiveness	
literature	demonstrates,	there	are	a	great	number	of	good	teaching	and	leadership	practices	that	correlate	positively	with	
improvements	in	student	learning.	It	would	be	counter-intuitive	to	think	that	good	leadership	plays	an	inordinately	influential	




basics	 include	 strengthening	district	 and	 school	 cultures,	modifying	organisational	 structures	 and	building	 collaborative	




demonstrating	 a	 causal	 link	 between	 leadership	 practice	 and	 more	 about	 ensuring	 that	 improved	 learning	 is	 actually	
occurring	in	the	relevant	principal’s	school	regardless	of	the	causes	because:	
The	Standard	has	been	developed	to	define	the	role	of	 the	principal	and	unify	the	profession	nationally,	 to	describe	the	
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Critical	Issue	8:	What	will	be	the	content	of	professional	learning?
A	2007	report	by	Linda	Darling-Hammond	and	colleagues	at	Stanford	University	found	that	exemplary	professional	learning	
programs	 for	principals	have	many	common	components,	 including	 ‘a	comprehensive	and	coherent	curriculum	aligned	
to	state	and	professional	standards,	 in	particular	 the	NCATE	/	 Interstate	School	Leaders	Licensure	Consortium	 (ISLLC)	






In	 the	 Australian	 context,	 this	 is	 likely	 to	 be	 a	 contentious	 issue.	 Most	 jurisdictions	 have	 invested	 heavily	 in	 principal	
development.	In	New	South	Wales,	South	Australia	and	Tasmania	there	are	professional	development	initiatives	that	include	
programs	for	principals.	In	Victoria	the	Bastow	Institute	of	Educational	Leadership	offers	more	than	40	leadership	modules.	









Part 4: Illustrating the possibilities
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and	 personal	 development.	Contribute	 to	 the	 development	 of	 the	 education	 system	by	 sharing	 effective	 practice,	
working	 in	partnership	with	schools	and	others	to	develop	 integrated	provision.	Co-operate	and	work	with	relevant	






The	 Standard	 described	 three	 Leadership	 Requirements	 that	 are	 intended	 to	 apply	 across	 each	 of	 the	 five	 areas	 of	






This	 requirement	 recognises	 the	 importance	of	emotional	 intelligence,	empathy,	 resilience	and	personal	wellbeing	 in	 the	




•	 	Principals	are	able	 to	define	challenges	clearly	and	seek	positive	solutions,	often	 in	collaboration	with	others.	They	
know	when	decisions	are	required	and	are	able	to	use	the	available	evidence	and	information	to	support,	inform	and	
communicate	their	decisions.
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•	 	Principals	 can	 communicate,	 negotiate,	 collaborate	 and	 advocate	 effectively	 and	 relate	 well	 to	 all	 in	 the	 school’s	
community.	They	are	good	listeners	and	coaches,	clear	in	responding	and	able	to	give	and	receive	feedback.


















Figure 1: Mapping of core competencies and capabilities for developing strategic partnerships 









Moving	 further	 to	 the	right	across	Figure	1	are	 the	competencies	and	capabilities	 that	must	 then	be	evident	 if	strategic	
partnerships	are	to	be	created	and	sustained.	These	are	built	on	or	extend	the	pre-requisites.	There	must	be	a	capacity	for	
analysis	of	data	to	establish	the	needs	and	priorities	of	the	school,	providing	the	starting	point	for	business planning that will 
help	identify	what	the	school	can	do	by	itself	and	what	is	required	in	partnership	with	others.	
School	leaders	must	have	a	knowledge of potential partners in	different	sectors	(corporate,	not-for-profit	and	philanthropic)	
who	can	be	matched	 to	 the	needs	and	priorities	of	 the	school	 that	cannot	be	addressed	 internally.	Business	planning	
continues	once	potential	partners	have	been	identified	and	engagement	commences.
School	leaders	are	successful	negotiators	and	a	capacity	for	negotiation	is	required	if	the	potential	match	is	to	be	brought	





The	 lower	part	of	Figure	1	contains	some	 important	capacities	 that	are	 fundamental	 to	success.	Context	 is	 important.	
The	particular	skill	sets	and	strategies	 that	shall	be	employed	will	vary	 from	setting	to	setting,	and	school	 leaders	must	
be	adept	 at	 choosing	 those	 that	will	 be	most	 effective.	 The	balance	may	change	over	 time	as	well	 as	 from	setting	 to	
setting.	The	box	below	Context	deals	with	 the	development	of	 the	school	 leader.	 It	 is	acknowledged	that	personal and 
professional experience is	an	important	pre-requisite,	especially	in	the	development	of	a	sense	of	altruism	and	the	mindset.	
Personal	experience	may	include	life	experience	that	may	start	in	the	early	years,	shaped	by	family	and	social	circumstance.	
Professional learning,	 which	 may	 overlap	 personal	 and	 professional	 experience,	 includes	 learning	 about	 creating	 and	
sustaining	strategic	partnerships.	
The	last	three	elements	at	the	bottom	of	Figure	1	may	be	considered	together.	There	is	evidence	that	more-or-less	continuous	
















and	 other	 school	 leaders.	 It	 serves	 the	 government	 sector	 only.	 Programs	 relevant	 to	 this	 project	 are	 titled	 Leading	
Communities	(60	hours	of	professional	learning	in	reading,	workshops,	virtual	seminars,	and	school-based	project	work);	
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Collaborative	Partnerships	with	Families	and	Communities	(over	four	months	including	pre-	and	post-course	data	collection,	
four	 face-to-face	workshops,	a	small	work-based	project,	and	ongoing	support	 from	course	 facilitators	as	well	as	peer	
learning	in	an	online	discussion	facility),	and	Leading	and	Sustaining	Change	in	Your	School	(a	more	general	program).











Educational	Transformations	was	commissioned	by	 the	AITSL	to	conduct	a	 review	of	 literature	and	environmental	scan	
of	 programs	 for	 professional	 of	 leaders	 in	 small	 schools,	 with	 a	 particular	 focus	 on	 teaching	 principals	 (Educational	
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Professional Practice component 
of the Australian Standard
Ways in which Teaching 
Principals may be able to respond 
to the needs, requirements and 
developmental opportunities 
afforded by the Australian 
Principal Standard
Issues that impact Teaching 
Principals’ capacities to respond 
to the needs, requirements and 
developmental opportunities 












































positions and therefore 
likely	be	devoting	more	










new to their communities and 
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staff in their schools are often in 
isolated	contexts	which	hamper	



















embedded in small and often 
isolated	communities.	Greater	













connected to all aspects of 







•  The dual responsibilities of 
Teaching	Principals	impacts	








resources to support the 
implementation	of	initiatives.
•	 	Teaching	Principals	are	often	





opportunities that could be 
pursued	may	be	limited.





























processes of consultation and 
collaboration will consume 












































work with their communities 
may	impact	broadly	on	their	
personal	lives.





















Programs for the professional learning of teaching principals
An	aim	of	the	project	was	to	identify	materials	to	support	teaching	principals	and	this	was	done	mainly	through	a	scan	of	
































































flagship	 professional	 learning	 program	 for	 high-performing	 principals	 (Educational	 Transformations	 2011).	 The	 report	







non-government	sector	(5),	leadership	institutes	(3),	Leading Australia’s Schools (6	including	director,	facilitator	and	four	past	
participants),	and	other	(2).	Interviewees	were	invited	to	nominate	high-performing	principals	whose	views	could	be	sought,	





























8	 	There	 should	 be	 a	 research	 and	 evaluation	 component	 in	 each	 of	 the	 programs	 and	 projects	 arising	 from	 these	
recommendations.
Implications for voluntary certification
1	 It	is	likely	that	certification	for	high-performing	principals	will	be	at	the	highest	level	of	a	scheme	for	voluntary	certification.
2	 	There	 are	 few	 programs	 of	 professional	 learning	 that	 are	 explicitly	 designed	 for	 high-performing	 principals.	 Most	
programs	of	professional	learning	are	for	those	preparing	for	the	principalship	or	for	the	early	years	of	their	appointment.	


























Professor	 Brian	 Caldwell,	 Managing	 Director	 and	 Principal	 Consultant,	 led	 the	 Educational	 Transformations	 team	 in	
preparing	this	report.	He	was	ably	assisted	by	Professor	Ron	Toomey,	Adjunct	Professor	at	Australian	Catholic	University,	
in	conducting	the	national	and	international	scan.	We	acknowledge	the	contribution	of	people	who	provided	up-to-date	









Australia	 to	cite	findings	 in	the	project	undertaken	by	Educational	Transformations	on	 leadership	 in	developing	strategic	
partnerships.	Annabel	Clowes,	Publications	Manager,	assisted	at	the	final	stages	of	presentation	of	the	report.
Educational	Transformations	welcomed	the	commission	from	PAI	to	conduct	the	project.
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